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l. The AD/P has indlcated his int of approac es

in the Army to clarify the recent agreement dealing with the recrultment
ef ROTC officers for the JOT Program.

2, It is desirable to heve firm understanding on this matter in
order that the university consultant-contacts, resrulters, and others
vho deal with candidates may present the Program accurately.

3+ The present understanding with the Army, as interpreted by

25X1 IWE—I ia that the OCS Program will be discontinued on 1 Junse
» the date on which the ROTC Program will begin.

ks To maintain the 0CS Program would be an advantage to CIA
begause it would permit recruitment of draft-sligibles in non-ROTC
nllquﬂrma!?' those who have not joined the ROTC program when it
was avallable t 1» pointed out that some of the most able and enthu-

slastic JOT's presently on board have come to us through the OCS Program.
$. Although the Alr Force OCS Program will be available for

oandidates, the Army OCS Program is considersd to be much more effective
for our purpomses in that it:

| & begins sbout three times more frequently
b. provides command experience rather than staff work

¢. brings the officer to CIA for duty for 18 months
instend of 12 months

s d. gives more effective training in lesdership

6, Itis that some arrangenent oan be effected whereby
the 005 Program will) be continued., It is suggested that of the seventy-
five positions alloted to the ROTC Progrem, & certain number be designated
for the 0C3 Progranm.
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1. The Director of Training has come up with a practieal and valid, if

urique, proposal to continue and, indeed, expand the JOT Program without

excaading the total anthorized strancth of the Agency.

2, While in theory the number of slots committed through implementation

of this ldea may he greater than the authorized strengbh of the Agency

{(hacause slots are assigned to thosa "in process®), he points cut the fact

that in the Asency as a whole the number of on-hoard personrel has been and

probably always will be less than the authorized ceiling,

3. Because tha proposal of ITH does not conform to normal bureaucratic

practices, it 1% necessary for the DY to take appropriate action to put the

procedure recommended by DTR 4nto effect.

Le DTTH points out that

=

Da
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The JOT Program has been enthumiastically received by the
customer offices whose heads as well as supervisors advocate
1tz continuance and expansion, The demand for JOT's has
axceaded the aupply,

A8 a program emphasizing quality of persommsl to be trained
before assigming them to duty, it 1s in the best interest of
the Agency to perpetuate and expand it, indeed, to the point
where the Agency demand that all professionsls #o through it.
JOTP serves all elements of the Agency.

There is no requirement in CIA that Junior officers be trained
before being put on substantive work and that this lack is 180

degrees away from accepted practice throughout the eivilized

world,
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e, It is the practice of JOTP to tranafer individual SOt e
after they have been trained to permanent positions in
aubatantive offices. Thus it is a small revolving Ceriing ~
raservoir of individuals in training for substantive work
asome of whom can be used immediately to £1l1 vacancles caused
by attrition or orash requirements.

£, The flaxibility of the JOT Program makes posaible adjustments
in T/0 strength which can be used to maintain the integrity of
the over-all Agency ceiling., The Program can adjust to the
abb and flow of number of persons on board by transfer of its
trained people to appropriate professional positions in the
substantive offices,

+. Hecause of attrition of those on board, of the lengbth of time
o recruit against requirements and to ECD personnel, of
security and medical requirements, and of changes of plans
not only of the individual but also the Agency itself, the
Lrency can never reach its suthorized over-all strengbthe.

he There is always & prolongsd time lag, normally of six to twelve
months, betwesen setting up & requirement and £illing it.

i, Of those recruits in process only about fifty perocent
actually EOD,

jo By using past experience as a gulde, reasonably accurate
astimates of the atirition of professional pergonnel can be
rrojected for the future, thus providing an indication of
number of persons who can be recruited without exceeding the

ovar-all celling.
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5§, TFR recommends in effect that

a., The munber of Slots to ba made available to d Or'P be regulated
agsinat the over-all Arency need for professional personnel.

», The number of slots to be made available for JOT's be
determined by [fPers mccording to ons of two criteria,
wiichever is less, vis., {ifty percent of either {1} the
projected number of onethe-job vacancies in professional
nesitions throughout the Agency or {2) the existing number
of actions in process for professionsls irrvespective of the
originating office.

6. Conclusiont The problem is not the justification of the JOT Prosram
az such {which is penerally accepted as highly desirable) but to find ways and
means to bring on board a larger number of candidates to bs trained for
profassional positions before being assigned to duty. The propesal of DIR, if
implemented, will not infringe upon the over-all ceiling of the Apency &as
imposed, This i3 a workable proposal, All that is lacking is a design to

put it into effect and the authority to do 80

: L ‘!
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The JOP Program is a pilot operation. It can be considered as being
wnofficially in the same relation to CIA as Annapolis is officially to the
tiavy, Colorado Springs to the Air Force, or West Point to the Army. In any
event the JOF Prosram is the closest approach in CIA to the gemerally accepted
practice of requiring that a junior officer be professionelly trained before
he 1s assigned to active duty.

in concept and in procedure the Program departs somewhat from normal
Aeency practice., It is atypleal in that the JOT

{a) 1is recruited against a slot for which there is no specific job
daescription,

(b) 1is selected (as at Annapolis, Colorado Springs, West Point, etc.)
after thorough testing, pre-employment medical and psychiatric examination, and
saveral personal interviewus,

{¢) is basically trained before being assigned to duties of responsibility,
ineluding in some cases langusge and area training since only in the JOT Program
ia training for such long range projects encouraged or perhaps pessible,

(d) 4is placed in a substantive job on the ba:is of

i} aptitudes and interest after assessment and various other
avaluation indices,
i1) proven capabilities demonstrated by experience with him after

B,

Furthermore the JO Trainee is not intendsd to remain on the T/0 of the
Office of Training after he has been trained, He is hired to be trained; nobt

o produce, until of course he has been trained,
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In asgregate the JOT's constitute a small revolving reservolr of employees {
of high potential (who are in variou_a/ : ?ﬁb&gea of training) upon which the |
substantive offices can call forr mm;diate g&'eplacement in ceses of appropriate
vacancies caused by atirition or crash requirements.

As the variocus Career Service Boards have developed their functions, the
principle of filling professional vacancies from among the best qualified
experienced Apency employees, rather than by lateral entry from cuiside, has
been given increasing importance, As application of this principle continues
to grow the importance of the JOT Program will increase, The basically trained
JOT, ready to step into the newly created vacancy, would help to solve the
problems of recruibment or replacement caused by promotlon from within,

The success of this pilet operatlon has been acknowledged by lsaders in
the Agency and suggests that the Agenay would profit from expanding ibs
numbers and indeed from recognising it officially as the trelining ground for
more or even all incoming professional employses., (A plan for such developwent
is already in preparation.) But as yet there 13 no Apency requirement that
junior professionals be trained before being assigned to substantive duty.
Haverthelesa it will be ghown that the Progrem can be continued and indeed
axpanded without emceeding the established overall ceiling of the Agency or
of the individual componsnts,

linder present administrative procedures the Agency as & whole can never
be up to its authorized strength because;

(a) 1t normally takes from 6 to 12 months to identify, recruit, select,

clear, and bring on board a fitting candidate to fill a stated requirement,
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(v} as vacancies are filled by recruitment, atirition {not necassarily
in the same component) will create others,

(¢} a goodly proportion of those who are put in process fail to come on
the job beeauss of

1} failure to satisfy seocurity requirements,

11) fatilure to satisfy medical or psychiatric requirements,
1i1) change in their own plans,

iv) changa in the Agenoy plans,

fhe fact that slots may be encumbered by actions which have been put in
proeess does not alter the fact that onethe-job vacancies exist and will
continue to exist,

H3y using past attrition figures it is possible to establish on a semi~anmal,
gquarterly, or even monthly basis a reasonably accurate eéstimate of the number
of professional vecancles which will exist in the next pericd. If the JOT
Frogram 1s allowed to recruit against 50 parcent of this figure there is
1ittle if any chanee that the authorized eceiling would be reached in any
neriods

The Office of Personnel reports that Agency-wide spproximately 50 percent
of the psople on whom actions have besen submitted fail to EOD and that this
figure is incressed to 65 to 7O percent for certain substantive offices.

The administration of the JOT Program is flexidle, Because the services
of JOT's are in demand it 1s possible to reduce its numbers by transfer to
consumey offices promptly. Furthermore, becaunse of the varisty of the JOT's

ard their versatility the Program can serve all components of the Ageneye.

3
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#earing in mind the above considerations OFR suggests a solution to the
problem of what it considers to be the necessity to keep bringing to the Ageney
Junior personnel of high qualifications without at the same time exceeding the
over all cailing that has been astablialm_d and with which OTR is in entire
agreementy Although this scheme involves something of an immovation in
bureaueratic administration, it iz nevertheless practicel and violates no
fundamental concept of regulating the over all ceiling of the Apgency.

Rather than attempt to implement General Cabellls suggestion to levy slots
for JOT's upon consumer offices, (TR proposzes a long vange approach involving
the same concept but employing a dlfferent administrative technique, If this
procedure can be adopted in principle now, mechanical details will be staffed
out as soon as possible and submitted for apiroval,

ITH recommends that

de The number of slots to be mads available 4o JUTP be regulated
against the over-all A ency need for professional personnel,

be The number of slots to be made available for JOT!'s be
determined by L/Pers according to one of two criteria,
whichever is lase, viz., fifty psreent of elther (1) the
projected number of on-the-job vacancies in profesaional
positions throughout the Apency or (2) the existing number
of actions in process for professionals irrespective of the

originating office,
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